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There is a problem in the workplace-a problem derived not from downsizing, rightsizing, change, technology, foreign competition, pointy-haired bosses, bad breath, cubicle envy, or greed. It is a problem of values, ambitions, views, and mind-sets, demographics, and generations in conflict.
--Ron Zemke, Claire Raines, and Bob Filipczak
Career level attrition typically has not been a problem for the military Services. The reverse was actually a larger problem. From the late 1980s through the early and mid 1990s, downsizing was the major personnel issue for the Services. Senior leadership has never had to deal with the career level attrition problem that the Services have seen over the last 5-7 years.
Entry level and non-EAS (End of Active Service. A term used by the Marine Corps to describe the end of a service person's initial contractual obligation) attrition has been an issue for decades. There are literally hundreds of studies on entry level and non-EAS attrition. Career attrition, however, is a relatively new phenomenon and there are relatively few studies in this area.
Although the Services conduct exit surveys in an attempt to determine why individuals leave military service prior to retirement, these surveys are only identify the symptoms, or the easily definable problems, which are perceived as the root problem. Most surveys cite personnel tempo (perstempo), compensation, and other quality of life issues as reasons for departing active duty. These answers are too easy. Deployments have always been a way of life in the military and compensation has always been lower than civilian counterpart. In fact, pay and other compensation is at an all time high. So, if these are not the root problems causing career attrition, then what are they and why haven't they surfaced on the exit surveys?
Before continuing it is important to have a clear frame of reference on what exactly career attrition is and is not. Career attrition applies to any active duty service person that stays beyond his or her initial obligation, but voluntarily leaves the service prior to becoming eligible for retirement. It is not someone who retires after successfully completing the congressionally mandated time of service, nor is it someone who fails to complete his/her initial term of enlistment. This paper specifically targets that segment of the active duty military population that at one time wanted to stay in, and for various reasons, has subsequently decided to leave active duty.
These issues are the result of friction caused by the multigenerational workforce. The quote above lies more at the root of the problem than any quality of life issue. Zemke, et el, goes on to say that "At no previous time in our history have so many and such different generations with such diversity been asked to work together shoulder to shoulder, side by side, cubicle to cubicle."' The generational conflict coupled with other external pressures, is also causing the military organization and culture to change. This change is a very gradual 2 transformation from an institutional organization to an occupational organization. This transformation also has the potential to adversely impact career attrition if it is not understood and addressed.
It is also important for the reader to understand that there is more to the attrition dilemma than pay, perstempo, or housing. This is far too simple and could be easily fixed. Just ask them why they are leaving, fix it, and they will stay. This is proving to be harder than expected.
There is a more fundamental problem causing attrition. Attrition is the delta between the application of the senior leadership vision and the expectations of their subordinates. The wider the delta the greater the lack of credibility held by Xers for the Boomer leadership. It is this lack of credibility that causes attrition. The greater the lack of credibility, the higher the attrition. This delta is caused by:
* Lack of senior leadership understanding of subordinates.
* Senior leadership attitudes towards subordinates.
* The perception of the subordinates that the senior leadership does not understand them and does not care to understand them.
The attrition dilemma is not a mathematical problem that has one right answer. Nor is it a piece of equipment that has broken down that only requires one part to be fixed. The attrition dilemma is deeply rooted in the human dimensions of interpersonal skills, organizational behavior, and generational peer types. Specifically, the senior leadership has lost credibility with their subordinates and this has been a leading cause of attrition among junior and midgrade officers. This loss of credibility is a direct result of the generational differences within the officer corps. To help explain this, this paper will provide some background on generational peer types, their impact on the workforce, put the Military Climate/Culture Survey conducted by
The Center for Strategic and International Studies (CSIS) in a generational perspective, and lastly, provide recommendations on how the senior leadership can regain their credibility.
WHY IS THIS IMPORTANT?
A recent study on military culture by the CSIS speaks at length about the negative impacts on military culture brought about by the social environment of the country. In fact, they dedicate an entire chapter to "Environmental Change and Cultural Effect." 3 Although the study makes no specific mention of generational conflicts, all of the environmental changes and cultural effects they do discuss impact the generations differently. The study recognizes these "cultural effects" as having a highly significant impact on military culture. This chapter begins with
The research and surveys conducted as part of this study reveal that many areas of the U.S. military are undergoing profound changes that are dramatically affecting organizational climates and may, in the long run, significantly erode the underlying military culture.
Also, the Strategic Leadership Primer, published by the United States Army War College, dedicates an entire chapter to culture. 4 Over 54% of Xer officers from the same year group had left active duty by the same time.
Undoubtedly, there are many causes of career attrition and there are no easy answers to this problem. However, if the senior military leadership is to truly understand this dilemma, they cannot ignore the negative impact of the current generational conflict between the Boomers and 4
Xers. If generational conflicts are not put into the equation of probable causes of attrition, then the attrition dilemma will never be fully understood, nor, will it ever be solved.
GENERATIONS, AN OVERVIEW
There have been eighteen different generations since America was discovered. It is important at this point to BOOMERS AT WORK Many Boomer managers ... are in need of development in order to become the leader with the style to which they aspire. Many who are lacking these skills are not even aware of their ineffectiveness.
-Ron Zemke, Claire Raines, and Bob Filipczak
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As Boomers began entering the work force, they attacked it with a vengeance. The
Boomers did not have the opportunity to become proud soldiers like their fathers. Viet Nam prevented that from happening. Their fathers received a hero's welcome when they returned from WWII and Korea. The response was much different for the Boomers upon their return from Viet Nam. To prove themselves, the Boomers had to win victory on the job.
Boomers have tended to define themselves through jobs and they define their self-worth by the level of success on the job. According to some researchers, "work ethic" and "worth ethic" are synonymous for Boomers. Boomers tend to be political, on and off the job. They have looked out for themselves since they became teenagers. Because of Viet What Other Generations Say About Boomers Nam and racial violence, they learned Xers that if they were to succeed, they would "They're self-righteous"
have to work hard for it. Most Boomers "They're workaholics" "They're too political" learned the fight or flight rule of conflict "They talk the talk, but don't walk the walk" resolution.21 There was no gray area, "Lighten up, it's only a job"
and they have carried this trait with them Nexters throughout their careers. "They're cool" "They work too much" Midway through their careers, however, the work environment started to War unlikely to match their parents' economic fortunes; and the only one born this century to grow up personifying (to others) not the advance, but the decline of their society's greatness." 24 Xers continued the downward trend in academics and the upward trend in crime that the Boomers started. In 1979, they established the all time low SAT scores and record high drug and crime rates. With record high divorce rates among their parents, the term "Latchkey" was coined to define young children coming home from school with no parents waiting for them.21 It is the first generation in which individuals have a greater chance to be in poverty if they were young, instead of old. Social security benefits were up 80 percent for retired people from 1969 to 1993. However, benefits for families with children living in poverty were down 10 percent for the same time period. 27 According to a national commission on children: "Never before has one generation of American teenagers been less healthy, less cared for, or less prepared for life than their parents were at the same age."28 This generation has also seen a sharp rise in what is referred to a "self inflicted" risks; things such as AIDS, suicide, drug and alcohol abuse, eating disorders, and homicides. By definition, these are things that "good" kids do not do.29 This was a generation that also saw a sharp decline in family values. After rising sharply through the sixties and early seventies, abortion climbed 80 percent from 1973 to 1979. Literally one fetus in three were aborted during the latter years of this generation. It was these negative trends that caused Xers, as a group, to grow up felling unwanted.
XERS AT WORK
If you're searching for the Generation X work ethic, don't look through the traditional lens. You won't find it. If you want to tap into it, give them a lot to do and some freedom regarding how the work gets done. You'll probably be surprised how much these "slackers" can accomplish and still walk out the door at 5:00 P.M.
-Ron
Zemke, Claire Raines, and Bob Filipczak
The quote above is one of the biggest problems between the Boomers and Xers. The
Boomers not only believed in working long hours, but they lived for it. Work was their life. Xers do not understand this. They have a more nontraditional approach to time and work. Xers work to get the job done. When it is done, they go home. They judge their success on whether or not the job was completed satisfactorily, not by how long they can stay at work. Boomers have a definite problem with this. Boomers believe if it took them eighteen hours to complete a job, then it must take Xers at least the same amount of time, if not longer. Boomers tend to forget that Xers are more technically savvy than they are.
Xers started entering the job market just as the large corporations started their downsizing. Xers learned early on to always be on the look out for a better opportunity, because they never knew when the current job would be downsized. Xers are the first generation more likely to hold several entry-level positions prior to sticking with one job. 31 Because of this tendency to change jobs, Boomers began to see the Xers as slackers and lacking in loyalty. According to Zemke, et al, What Other Generations Say About Xers this also has caused the Xers to look at work 32 Boomers as just a job. Xers are not necessarily "They're slackers" disloyal, but it is easier for them to leave one "They're rude and lack social skills" "They always do things their own way, company for another, if their current employer instead of the right way (our way)"
is not meeting their needs, both personally and They do best when their brains are processing multiple things at once. This is a trend that carries into the Millennials.
Xers expect their bosses to be honest about the job. Do not represent a task as important if in reality it is not. They understand that not every task has high value and they expect their bosses to know the same. Although they can, and do, work in teams, they are individualist.
They participate in individual sports, but do so in groups. For instance, look at the rise of extreme sports. Primarily made up of individual type sports such as snowboarding, skateboarding, extreme bicycling, and roller-blading, but usually done in groups and they like to pick their own groups. 34 And, although they like technology, they do not like to be micromanaged. Here, again, is where Boomers and Xers tend to have problems. Technology has created management tools that Boomers are using to over-supervise. As noted in the CSIS Military Culture/Climate Survey (MCCS), senior officers are using new technology as tools for "intrusive supervision."35
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The MCCS study also noted the tendency of senior officers to create a "zero-defects" about the future and only 4 percent are pessimistic. 47 This is a generation that literally believes that they can, and will, accomplish anything they choose.
This generation of kids has several significant demographic changes from previous generations. They have older parents. On average the mother at the time of birth is 27, an alltime high in the U.S.; and older birth parents are associated with better child behavior and achievement. They are being born into smaller families. This means more parental time for each child. More Millennials are the first-born or an only child. This is also associated with higher achievement, closer ties to parents, and aversion to risk. Kids today have more educated parents. One in four has at least one parent with a college education. And finally, the divorce rate is slowing down. 48 All of these traits work to develop a very self-confident generation.
MILLENNIALS AT WORK
Whereas Generation Xers don't want to work more than forty hours a week, seeing no real point in it, Nexters [Millennials] expect to work more than forty hours a week to achieve the lifestyle they want. They believe-imagine thisthat hard work and goal setting are sure tickets to achieving their dreams.
Ron Zemke, Claire Raines, and Bob Filipczak This is a generation more concerned about service than prestige. They list education, medicine, computer related fields, law, and psychology as their most likely career choices. Only one-third say salary is important and only one-fourth believes job prestige is important. 4 9 To some researchers, the Millennials are expected to be the "ideal workforce."50 Although Xers did not understand the need, nor did they want to work more than 40 hours a week, Millennials expect to work more than 40 hours a week to attain the lifestyle they desire. They believe that hard work and goal setting is essential to achieving their dreams. A recent study found that 88 percent had specific goals set for the next five years and they expected to achieve them.
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Being strong team players, it is expected that they will put the success of the group ahead of their personal pleasure. The Millennials will probably be the best-educated generation ever.
It is expected that they will want to continue their education well into adulthood. It has been suggested, however, that their strong inclination towards teamwork might be overshadowed by their need for more supervision and structure than their Xer predecessors. This could get very confusing to Boomer managers and leaders. Just as Boomers are starting to get used to the hands-off leadership style that the Xers demand, the Millennials show up requesting hands-on leadership. Not only will the Boomers become confused, but as the Xers move into the senior leadership positions they too, will have trouble understanding the Millennials need for more supervision. Xers dislike close supervision and will probably have trouble providing the Millennials the close supervision that they desire.
LEADING MIXED GENERATIONS
Military leaders tend to have a straight forward, dictatorial leadership style. Leaders tell their subordinates what to do and, although most leaders will deny it, they also dictate how to do it. Since lives will depend on it being done correctly, some will say that it has to be done this way. This is true in war and some training situations. However, during the day to day routine, it definitely is not the case. Junior leaders leave active duty because they are frustrated with the system. Call it pay inequities, perstempo, or inadequate housing, bottom line is that they do not believe that they are being treated fairly. And, to a large degree, they believe that they are being micromanaged, which goes against everything that they were promised when the joined.
The Marine Corps uses recruiting literature that emphasizes leaders that think. However, the zero-defect mentality that has developed is sending mixed signals to the junior leaders once they get through entry-level training and get into an operational unit.
Zemke, et al, along with numerous other business and leadership authorities, stress that "aggressive communication" is critical in diverse work environments. They go on to say:
In aggressive communication, generational conflicts and potential conflicts are anticipated and surfaced.
Generational differences are based primarily on unarticulated assumptions and unconscious criteria; therefore, surfacing them takes a giant step toward resolving them.
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Briefs presented by senior military leaders relating their experiences on joint staffs echo this.
Although they did not talk about the generation gap between the junior and senior leaders, they did talk at length about the gap that exists between the services and other countries when they were part of a combined staff. 53 The gap is between the services and other countries because of the differences in cultures. People in each service have had different experiences in their career paths. Everything from entry-level training to operational experience differs between the services. Yet it is exactly these experiences that create the service culture. According to the CSIS study on military culture:
... Military culture is essentially how things are done in a military organization. It consists of the accepted values, philosophies, tradition, and customs that are passed along to each successive generation of service members to create a shared professional ethos. 5 4
The problem faced by senior leaders on joint and combined staffs is similar to the problems that service leaders face in their respective Services. There are three very separate and distinct groups working within their organizations. Each has had different experiences growing up; therefore, they each have their own culture. Howe and Strauss call it a "generational persona." "It is a distinctly human, and variable, creation embodying attitudes about family life, gender roles, institutions, politics, religion, culture, lifestyle, and the future." 55 This generational persona is developed in a generation by defining moments. 56 Operate from a sophisticated management style. This is one trait that appears to be tailor made for the military. Although Zemke, et al, talks about "managers," it is easy for the reader to transpose leader instead. Zemke, et al, suggest that successful managers "operate with a certain finesse." They go on to say: "They tend to be more direct." And "...They give those who report to them the big picture, specific goals and measures, then they turn their people loosegiving them feedback, reward and recognition as appropriate." 58 "* They balance concern for tasks and concern for people. "* They understand the elements of trust and work to gain it from their employees.
Respect competence and initiative. According to Zemke, et al, successful civilian companies never forget why they hired the best possible people-it is so they will do the best possible job. 5 9 In the military services, the recruiters work extremely hard to ensure that their respective service gets the best possible people also. However, once on active duty, it is easy for junior people to get lost in the crowd. Add to this the wide spread zero-defect mentality and it is easy to understand how the military can squelch initiative. This is a trait that must be taught and demonstrated by leaders at all levels, but especially senior leaders.
Nourish retention. Retention must be a priority for senior leaders all of the time, not just when headquarters tells them that there is a retention problem. In the early summer of 2000, the manpower planners for the Marine Corps announced that they might not achieve their planned end strength for FY00 by the end of September 2000. This was caused because fewer first term enlistees were reenlisting than were originally planned.60. There were only two possible solutions to this problem. First, increase the mission of the recruiting command, or, increase the number of first term reenlistments. The recruiting mission was already high, so the Commandant of the Marine Corps chose to make retention a command emphasis at all levels.
The command emphasis on retention worked. First term reenlistments went up and the Marine Corps achieved its end strength goals for FY00. This problem may not have even existed if retention had been a leadership priority in the beginning.
According to the CSIS study:
Changes in military climate and culture, together with fundamental shifts in the geostrategic environment, changes in technology and demographics, and economic growth will challenge even the most competent and inspirational leader. 6 [emphasis added] Peter Senge was very succinct when he said "The organizations that will truly excel in the future will be the organizations that discover how to tap people's commitment and capacity to learn at all levels in an organization."62 Climate surveys like the CSIS study suggest that the military is having difficulty tapping "people's commitment." Although there are many aspects to military culture and climate, significant changes to any of one of them can put significant pressure on the organization. Of all the aspects, the military has the hardest time handling change in demographics. The five ACORN imperatives go a long way in successfully managing the demographic part of this challenge.
MILITARY CLIMATE AND CULTURE SURVEY; A GENERATIONAL EXPLANATION
Evaluating the nine findings of the CSIS Military Climate and Culture Survey (MCCS) against the generations currently serving on active duty, the reader will find that six are applicable here: fundamental professional values, morale and readiness, strong local leadership, conflicting values, gender and race issues, and quality of life.
Fundamental Professional Values
As the study made clear, the military must "...foster certain foundational values and traditions that differ from those of civilian society."63 But there is a concern among military observers that the military is shifting from an institutional organization (motivation from a sense of service) to a more occupational organization (motivation from the market place).6 Moskos, et al, goes into great detail on this subject. They refer to it as the "1/O Theory."65 They discuss several trends, some of which were confirmed in the CSIS study (such as more junior military members being married with families and more military service members living off base), that suggest the military is slowly transitioning into more of an occupational organization. Implied in this theory is that the military may be slowly losing its professional values. The CSIS study, however, finds that "...military personnel today overwhelmingly subscribe to traditional military values such as self-sacrifice, discipline, and obedience to lawful authority." Interestingly, the study goes on to say:
This commitment to a traditional military code and standards of excellence, however, does not translate automatically into high morale or satisfaction with military life. Instead, many service members are frustrated that circumstances in their units seem to preclude their achieving high standards of mission readiness. Morale and satisfaction with service have both suffered, and this has had a negative impact on military effectiveness. 6 6
Xers are looking for family type relationships and the military has filled this need.
However, some of their attributes, such as distrust of Boomers, unintimidated by authority, and their independent nature, have translated into serious frustrations on the job. The Xers are committed to traditional military values, but they are not committed to the Boomer's leadership.
The Millennials, who will begin joining the officer corps in one to two years, will do substantially better with the Boomers in charge. However, their immediate supervisors will be the Xers and their cynical pessimism will cause another generation gap between themselves and the Millennials.
Morale and Readiness
In this finding, the MCCS study once again validated that personal commitment to standards of excellence does not automatically translate to high morale. Specifically, the study says:
The leadership of the armed forces has not yet adjusted to the reality that there are insufficient operating resources and personnel to match missions. This raises the question of whether the allocation of resources, the number of missions, the methods of leadership and management, the military's traditional expectation for universal excellence, or some combination of these factors must 
Conflicting Values
This finding is also closely related to the first three. The study found that with the military's can-do attitude, senior leadership is reluctant to turn down new missions. In fact, it causes them "...to take on an excessive number of missions and other projects." 75 According to the study, this has specifically lead the rank and file to express "...disappointment in their senior service leaders."76 As mentioned above, the Xers relate to this as a breech of trust and honesty that they expect from their senior leaders. At the root of this, is the Xers belief that the senior leadership is ignoring their input, after they have requested it. Family support activities, such as childcare, housing, and medical benefits are also a problem. Although improvements are being made, the CSIS study showed that the efforts have fallen "significantly short." 8 4 According to the authors of the study, pay and overall standard of living statements received the most negative responses. 8 5 This is a direct reflection of the Xers intent to put family first.
RECOMMENDATIONS
Leadership is a reciprocal relationship between those who choose to lead and those who decide to follow. Any discussion of leadership must attend to the dynamics of this relationship. Strategies, tactics, skills, and practices are empty unless we understand the fundamental human aspirations that connect leaders and their constituents.
-James M. Kouzes and Barry Z. Posner
So what are the answers? As stated earlier, there are no easy answers. However, there are some things that can, and should be done. As stated earlier, the attrition dilemma is deeply rooted in the human dimensions of interpersonal skills, organizational behavior, and generational peer types. Junior and mid-grade officers are experiencing a high level of frustration in their senior leaders, not the proverbial system. These officers understand that the system is the senior officer. If, as presented at the beginning of this paper, senior leaders are losing credibility in the eyes of their subordinates, there are specific steps the Services should take.
TANGIBLE BENEFITS
Although tangible benefits will not treat the underlying cause of attrition, it can, temporarily, reduce the exodus if implemented in a timely manner. It is not the intent, nor is it within the scope of this paper to provide a laundry list of technology, procedures, or systems to implement, tailored made for Xer officers. Although these can be important in temporarily stemming the flow of officer attrition, it does not go far enough to provide a sustainable solution.
Multiple generations in the military will always be present. What will change, however, is which generation will be in the senior leadership role and which will be in the junior office role. The truest test of credible leadership is what leaders pay attention to and what they do. Leaders are judged by how they spend their time, how they react to critical incidents, the stories they tell, the questions they ask, the language and symbols they choose, and the measures they use. 9 '
In two separate surveys, in 1987 and 1993, the top four characteristics of admired leaders remained the same. These top characteristics are honesty, forward-looking, inspirational, and competency. Communications researchers call these attributes "source credibility." Those who rate high in these are considered to be credible sources of information. 92 EDUCATION . More leadership education should be implemented in the service's Command and Staff
Colleges and War Colleges. This leadership education should include many more hours of interpersonal relationship skills, management skills and techniques such as the ACORN imperatives, and the generational impact on the workforce. Although tactics, techniques, and procedures are extremely critical to military effectiveness, leading and managing people effectively also requires many hours of education. As 
